This paper assesses the nature and extent of corporate restructuring within a sample of MNCs with subsidiaries in Scotland. A framework distinguishing between changing firm locations, boundaries, structures and processes & practices is shown to provide a useful basis for analyzing restructuring at corporate and subsidiary levels in the global knowledge economy. Extensive MNC headquarters-led restructuring was in evidence, which, for the Scottish case, reflects the characteristics of overseasowned companies (primarily producing 'S -goods'), while, externally, there were few illustrations of innovative regional clusters which might encourage spatial immobility. Some implications for policy at country and regional / multilateral levels are discussed.
Introduction and Objectives
There has been considerable interest and research on the topic of the evolution and development of the subsidiaries of multinational corporations (MNCs). However, the primary influences on subsidiary operations are likely to continue to derive from the decisions of their parent MNCs. Indeed, the widespread corporate restructuring taking place, associated chiefly with globalization and the information technology revolution, will strengthen MNC centralisation and top-down influences.
There is relatively little study on this issue to date, although it clearly has important implications for our understanding of the drivers of subsidiary level change and restructuring, and of relationships between corporate and subsidiary strategies; and ultimately for host government policy.
Drawing on in-depth interviews with a sample of manufacturing subsidiaries in Scotland, the objectives of this paper are to explore, firstly, the major influences on and features of MNC corporate restructuring in the recent past; second, the relationships between parent and subsidiary level restructuring; and third, the extent and characteristics of subsidiary restructuring.
Globalization, the Knowledge Economy and Corporate Restructuring
The importance of globalization and information technology (IT) in the emergence of the networked knowledge economy are widely discussed themes in both the popular and the academic literature.
Features of this era include (Aggarwal, 1999; Young, 2000; Sheenan and Grewal, 2000) the crucial role of human capital, with a requirement for higher skill sets and labour flexibility; an intensification of competition and changes in its characteristics; the need for a re-evaluation of core competencies and business missions; the commoditization of manufacture, and a stronger emphasis on the services component of manufacturing; the importance of backward a nd forward linkages to suppliers and customers; and a reconsideration of the advantages of in-house activity versus collaborations or external supply.
With the transformation of both external and internal environments, corporate restructuring is an inevitable outcome. According to Bowman and Singh (1993) , corporate restructuring involves a reconfiguration of firm activities along one or more of three dimensions, namely, assets, capital structure or management. A distinction is thus made by these authors between financial restructuring (governance structures, relationships to shareholders and the capital market); portfolio restructuring (mergers, acquisitions and alliances [MAAs] , divestments, core competencies, outsourcing); and organizational restructuring (changes in company structures, processes or personnel).
Drawing on these definitions, Ruigrok et al (1999) have identified nine restructuring variables 1 as possible features of the 'new organization', linked to changing structures, processes and boundaries.
In empirical investigation involving nearly 500 European firms, the authors found a trend to flattened organizational hierarchies (but not a robust trend as some firms were adding layers), greater reliance on task forces and teams, a shift from 'command and control' to 'facilitate and empower'
mechanisms. There was also a move away from single business and diversified firms towards dominant firms and related businesses. The missing dimension from this study was the multinational and spatial dimensions of restructuring; the latter will, however, have implications throughout MNCs' global operations. Ruigrok et al (1999) to propose a number of restructuring dimensions within the MNC. As compared with Ruigrok et al (1999) , the Changing locations dimension has been added to reflect multinational business issues. There have been a variety of contributions in the literature on the drivers of globalization; models of global strategy; and strategic options. Corporate restructuring clearly emerges as an issue as MNCs select among and balance global, regional and local strategies for different value chain activities (see Morrison, Ricks and Roth, 1991; Roth and Morrison, 1992; Rugman, 2000) . However, there has been rather little research on the spatial restructuring dimensions of strategic change.
The other elements of Figure 1 incorporate new managerial features of the global knowledge economy. In terms of impacts, there is a need to distinguish between Changing boundaries and Changing locations, on the one hand, and Changing structures and Changing processes and practices on the other. Thus the former are more likely to have immediate and large scale effects; the impacts of changing structures and processes may be longer term although perhaps no less important. Some of the forms of restructuring shown in Figure 1 will also be interrelated e.g. corporate benchmarking may lead to a changing configuration of global manufacturing activities.
Restructuring and the MNC Subsidiary
Much of the relevant research on MNC restructuring has focused on divestment and plant closures, and has had a subsidiary level emphasis. Thus there were a number of studies of multinational divestment in the 1970s and 1980s (see, for example, Boddewyn, 1979 Boddewyn, , 1983 Van Den Bulcke et al, 1979; Wilson, 1980; ILO, 1981a, b; Young, Hood and Hamill, 1985; Casson, 1986) linked to concern over job losses among the subsidiaries of foreign-owned companies at a time of significant technology-induced restructuring. Boddewyn (1979) showed that the 180 largest US MNEs added 4700 subsidiaries to their networks between 1967 and 1975, but also divested more than 2700
affiliates.
Interest in the subject has revived more recently with work by Padmanabhan (1993) on UK companies and Barkema, Bell and Pennings (1996) on large Dutch MNEs. The latter, for example, confirmed the relatively high divestment rate among multinationals: of 225 foreign direct investments (FDIs) undertaken from 1966 to 1988, slightly over half were still in existence in 1988. Benito (1997) investigated the divestment of foreign production operations by Norwegian companies. His results
showed that divestment was inversely related to host country economic growth, and was significantly higher for acquisitions than for greenfield ventures. In addition, related (horizontal) subsidiaries were less likely to be divested than unrelated (non-horizontal) subsidiaries.
A related topic concerns the notion of international relocation (Buckley and Mucchielli, 1997) or production switching. This occurs most obviously from high to low wage countries in labour intensive sectors, but may also take place on an intra-regional basis between industrialized countries or indeed from developing to developed nations, as part of the process of 'global shift' (Dicken, 1998) . And linked research concerns the new international division of labour (NIDL) and the distinction between the economic zones of 'core' and 'periphery' (see McCallum, 1999 , for a recent review). Gray (1998) notes that globalization has seen trade and investment barriers reduced; and hence has increased the ability of firms producing Schumpeter goods (S-goods) to relocate from industrialized to industrializing countries in order to reduce costs. Conceptually, he proposes that the extent of relocation will be greater: the larger the proportion of assets which are no longer locationbound; the greater the difference in costs between feasible locations and the lower the barriers to vertical integration of value adding activities in different regions; the faster the growth of management skills in subsidiary units in different locations; and the faster the rate of increase in technologies that allow more efficient management of spatially-dispersed assets. These conditions will apply particularly strongly to labour-intensive assembly operations. In this regard, Gray's (1998) ideas belong to the same genre as those of Vernon (1966) in his product cycle model 2 . However, the determining forces are not simply those of costs and technology. A further critical factor relates to the size and growth of markets in developing and emerging economies and shifts in global and regional economic centres of gravity.
Empirically, ther e is still only limited understanding of the context within which and the process by which divestment and relocation occurs. Furthermore, divestment and relocation should properly be seen within the wider context of corporate restructuring which may encompass a wide range of firm-level activities as noted earlier.
The other relevant area of literature concerns the roles and development of the MNC subsidiary (for reviews see Martinez and Jarillo, 1989; Birkinshaw, 1994; Young, Hood and Peters, 1994) . This includes research which has attempted to identify typologies of MNE subsidiaries (White and Poynter, 1984; D'Cruz, 1986; Pearce, 1992; Roth and Morrison, 1992; Birkinshaw, 1996; Taggart, 1996; Ferdows, 1997) . This work has important policy implications for the host country because of the linkage between subsidiary type and economic impact. From the perspective of restructuring, the most vulnerable subsidiaries inter alia would be those with capabilities limited to low cost assembly, such as Ferdow's (1997) offshore or source factories.
Subsidiary evolution has been a major theme in this strand of literature (Birkinshaw and Hood, 1998a, b; Taggart, 1999) , with a focus on the potential for and examples of subsidiary initiative and upgrading. Birkinshaw and Hood (1998a) have, however, recognized five generic evolution processes, namely, parent-driven investment; subsidiary driven charter extension; subsidiary driven charter reinforcement; parent-driven divestment; and atrophy through subsidiary neglect. As is implied, restructuring will occur as part of investment or divestment processes, for example. The emphasis in this work of Birkinshaw and Hood (1998a) is primarily on the influences on subsidiary evolution and less on the forms of restructuring. The implication for the present paper is that subsidiary-level factors (the affiliate's track record, subsidiary entrepreneurship and parent-subsidiary relationships) and host country variables (innovative local clusters, strategic importance of the local environment, host government support, and relative cost of factor inputs) could have an influence on the form and extent of restructuring. In the Scottish case, however, the mediating effects of the local environment will be less important than in more innovative milieux, where strong regional clusters of technological activities exist. Similarly, a feature of multinational subsidiary sector in Scotland has been its assembly / manufacturing focus with low levels of local R&D 3 .
Methodology
The literature review above hig hlights the importance of the topic being investigated, with globalization and the knowledge economy having a profound impact on the nature of corporate activity. The present paper seeks to explore a number of the gaps in this literature, in respect of the characteristics of MNC restructuring at corporate and, especially, subsidiary levels. A number of preliminary inferences may be drawn from the above discussion: first, restructuring (as defined below) would be much more prevalent than simply divestment or international relocation; second, there will be a wide range of forms of restructuring, as set out in Figure 1 , and it should be possible to identify parallel forms of restructuring at both corporate and subsidiary levels; third, restructuring will be strongly evident in Scotland because of the assembly / manufacturing emphasis in the FDI stock and the dominance of S -goods.
MNC corporate restructuring is defined as follows: an activity which emanates from a corporate headquarters decision, and which has (often radical) implications for all or a number of parts of the multinational group, leading to a reconfiguration of locations, boundaries, structures, or processes and practices; in many cases a process will be set in motion which has effects which extend over a number of years. It thus excludes decisions which are focused on one plant in isolation; and changes taking place as part of the normal evolution of the MNC e.g. re-equipment, capacity or product line extensions. When viewed from the subsidiary level, restructuring may be either positive or negative in terms of its impacts on employment, the value chain, managerial responsibilities etc.
The empirical data for this study is derived from a recent major policy-orientated evaluation of the quantitative and qualitative economic benefits of inward investment to the Scottish economy 4 . The qualitative research involved the preparation of in-depth case studies on 28 key foreign-owned units, of which 22 were in manufacturing and 6 in services. These entailed confidential discussions with senior company executives in Scotland, and, where appropriate, key suppliers and development partners, supported by reviews of confidential company case files held by public sector bodies.
Multiple interviews were normally und ertaken with companies, involving the plant manager / managing director and heads of departments in the areas of finance, purchasing, sales and marketing and R&D (as appropriate); total interview time within each company was approximately 5-8 hours.
The cases were prepared over the period August 1998 to August 1999.
For the purposes of this paper only the foreign-owned manufacturing units were included in the analysis. Two of the firms which were recently established and still in early start-up mode were excluded, leaving a sample of 20 overseas -owned enterprises, of which 9 were American, 6 European (non-UK) and 5 Japanese. The sample was selected in conjunction with the sponsors so as to include the largest and most significant foreign investors (in terms of perceived autonomy and authority), and to ensure a mix of nationalities and of manufacturing sectors. Company names have been suppressed to maintain confidentiality.
The cases of restructuring analysed refer to those taking place during the 1990s and the first half of the year 2000, although most restructuring occurred post-1995. The interview guide used with companies did not include a specific section on corporate restructuring; but the issues were at the forefront of most executives' mind and, hence, emerged clearly in discussions. However, since MNC corporate restructuring was reviewed from the perspective of subsidiary executives, not all the potential influences highlighted in Figure 1 were assessed in detail.
Findings: Influences on and Features of Corporate Restructuring
Influences. It was apparent from the data that all of the US and European-owned enterprises were involved in restructuring during the time period analyzed. By contrast, with the exception of one company which announced a closure at the very end of the period, there was much less evidence of major restructuring in Japanese MNCs. In many Western countries, stock market pressures have led to short planning and performance horizons and, therefore, rapid response to influences such as globalization. The Japanese companies, by comparison, have had a longer term orientation, and a stronger commitment to their regionalization strategies which meant support for their manufacturing centres in the Triad areas. Arguably, the Japanese MNCs gained 'latecomer advantages' in implementing these regional strategies as compared with the Americans and Europeans. On the negative side, structural rigidities and the prevailing social and economic paradigm have meant a delayed response by Japanese firms to the pressures of the global knowledge economy (Young, 2000) .
Among the sample Japanese subsidiaries, several had evolved according to very long term plans, even if latter were on occasions delayed due to market conditions.
In all 15 remaining sample fi rms, the industry environment (see Figure 1 ) was a significant influence on restructuring. In many cases this was expressed in terms of maturity of products, the competitive environment and price pressures. During this period, product, market and technological innovation had a major impact on the commoditization of manufacture, even affecting formerly high technology goods such as semiconductors. There were also specific industry factors, such as the restructuring pressures in the defence industry as spending cuts took effect; and environmental problems in chemicals. Cost cutting was a ubiquitous theme, and linked to the emergence of regional and global strategies in 9 sample companies. Thus manufacturing standardization, using common components and platforms, and global sourcing were important constituents of programmes of global restructuring and consolidation. Weak corporate performance, consequent on global pressures (digitalization, globalization and regionalization) as well as industry forces appeared to be a specific influence in 6 sample MNCs.
Features. The outcomes, in terms of forms of restructuring, focused most importantly on changing boundaries of the firm: 9 of the sample had been involved in international mergers and acquisitions during the time period; 6 MNCs redefined their company mission, linked to corporate break-up and the disposal of non-core products, and 4 introduced outsourcing programmers. In the electronics companies, the redefinition of corporate missions tended to be associated with an emphasis on systems, software and services as opposed to manufacturing. As one MNC explained: 'In the new corporate model, manufacturing is subservient. The role of manufacturing is to give competitive advantage, not to provide value in the market'. Such restructuring programmes were associated in 5 firms with changing structures, mainly involving greater centralization and hierarchical organizational arrangements; this was surprising in the light of other evidence, but reflects the focus on global supply chain management and cost cutting pressures in the sample enterprises.
In half the sample MNCs, restructuring took the form of changing locations, affecting both the configuration and coordination of value chain activities. Changing processes and practices, finally,
were evident in nearly all the MNCs studied.
During the period, therefore, none of the US and European enterprises were immune from the forces and pressures of the global knowledge economy. By the start of the millennium, although outside the scope of this article, it was also beginning to be clear that Japanese MNCs were belatedly addressing similar issues of restructuring.
Findings: Characteristics of Subsidiary Restructuring
The main purpose of this paper is to analyze MNC restructuring through the lens of the multinational subsidiary, using evidence from Scotland; and Table 1 summarizes the features of restructuring observed in the sample enterprises, with illustrative examples. faced intense competition in its mature, price sensitive business. Added to this was the allegation that manufacturing efficiency and labour productivity was the poorest within the division globally.
Markets would be supplied from existing facilities in continental Europe.
Within the second group, the production of mature products was relocated to lower cost manufacturing areas without divestment in Scotland. The beneficiary countries were the Czech Republic and Slovenia; China; and mainland Europe respectively. Once again the reasons were chiefly cost-but also market-related. In one interesting case whic h highlights classic product cycle effects (Vernon, 1966) , the manufacture of one line of products had shifted over time from the US to Scotland to China, with a further evolution from the company's subsidiary in China to third party sourcing. In all the 3 cases in the relocation category, new projects had been introduced in Scotland to partly compensate for the job losses associated with production transfer, and other forms of restructuring were in progress.
In 5 other companies, the regionalization / globalization of manufacture had a variety of effects, sometimes beneficial, for the Scottish facility. Thus Scotland escaped more or less intact from a global manufacturing rationalization programme to close nearly a quarter of one MNC's 160 manufacturing plants by late 2000. Perhaps the most interesting development, affecting three Scottish subsidiaries, was the allocation of manufacturing responsibility or manufacturing support for production operations outside the UK. In one instance the Scottish subsidiary had been responsible for the establishment of joint ventures in Korea and China; and, until further restructuring at the end of the 1990s, provided technical leadership and engineering support for these plants, as well as supplying a board member for a j oint venture in India. In another US consumer electronics MNC, the Scottish facility was responsible for supervising and supporting manufacturing in China. These investments were chiefly market-driven, but clearly issues about production relocation may arise at some point in the future. In fact in the latter firm, Scotland had more recently lost the major part of a project in direct competition with Mexico, where low labour costs and membership of the North American Free
Trade Area (NAFTA) favoured the central American country.
Impacts on other value chain activities. As Table 1 reveals, restructuring affected other value chain activities than manufacturing. The most common form of reorganization related to the regionalization or, principally, globalization of procurement. This meant a trend towards centralized purchasing, with local procurement from approved suppliers. Centralisation was most commonly at the headquarters manufacturing facility; although sometimes responsibility was shared between plants, or a worldwide purchasing team structure was operated. The Scottish plant was rarely represented on such teams. In a small number of cases, these policies were associated with single sourcing; but in any event, approval of global suppliers was normal. Global sourcing was focused on 'key', 'sensitive' or 'strategic' production items, with subsidiary autonomy often restricted to nonstrategic purchases. By the end of the period, 7 of the sample subsidiaries in Scotland still had a reasonable degree of authority for purchasing across a range of production materials and services.
However, in most of these cases, co-operation across plants was being actively investigated, with attempts being made to take a regional or global view.
Impact on processes and practices. In respect of changing processes and practices, benchmarking was the most frequent form of restructuring. The activity focus of benchmarking was closely related to the nature of plant operations and, therefore, emphasized manufacturing. Within manufacturing, different measures of production efficiency were compared e.g. yield, output and key quality parameters or manufacturing costs in terms of rate per hour. Sometimes more sophisticated measures were employed, such as manufacturing flexibility, and overall costs as opposed to production costs; or total customer service capabilities. Company-specific measures like inventory turnover might also be used.
In respect of comparator plants, at maximum Scotland was benchmarked against 15-20 factories worldwide in one US MNC; and against 10 group plants with similar technologies, raw materials and production tasks in another. Whatever the number, there was normally one or a small number of bestperforming units which set benchmark standards. These were commonly the largest facilities and those in the MNCs' home countries. However, in one company Thailand was the production cost benchmark; and in another, while the US had been the benchmark historically, new plants in Mexico and China will pilot innovative manufactur ing systems and technologies and evolve as benchmarks.
There were criticisms of some of the benchmarking practices operated. For example, mention was made of the need for simple, transparent measures to avoid manipulation. There was a call for 'benchtrending' rather than 'benchmarking' which was a static measure; and for using the approach flexibly to ensure that benchmarking did not stifle creativity. As benchmarking was becoming a global activity in one firm, it was considered that it would develop to encompass the capability to move up the technology frontier. And in another, subjective factors were incorporated into the benchmarking process, including problem solving capabilities and total customer satisfaction.
The introduction of benchmarking was a top-down initiative in all but one of the companies implementing this practice. The one exception was a highly decentralized multinational, where the technique was introduced by a new manufacturing manager in Scotland, and then taken up by the group as a whole
5
. However, at time of interview, 9 of the sample firms did not have formal benchmarking systems. The reasons relate to the decentralized management style of some MNCs, multi-domestic strategies and differences in product mixes which made comparisons different. In some of these firms, reporting systems existed on production efficiencies and other factors, but there were no formal comparisons among group facilities.
Benchmarking has been included as a form of restructuring since it would often be introduced as part of a package associated with global strategies, and because of its potential as a global management control and evaluation system in MNCs. It becomes particularly powerful, of course, as a tool to facilitate resource allocation; and, therefore, relates in part to another practice which was becoming more common in the sample firms, namely, formal intra-group project bidding for projects.
As Table 1 indicates, 8 of the sample had introduced project bidding systems. In the most sophisticated of these, the comparisons were not simply intra-group for mobile projects; in addition, the company had to justify decisions on the basis of comparisons between internal supply, external supply and joint ventures or partnerships, reflecting the commoditization of manufacture and the new global mission to focus on systems.
Impacts on structures & firm boundaries.
At the subsidiary level, there was less evidence of changing structures & management or changing enterprise boundaries. Nevertheless, as forms of restructuring, the impacts may be quite significant. For example, the introduction of or amendments to matrix structures, as occurred in two firms, represented a significant increase in centralization from corporate headquarters.
Findings: Restructuring Processes
One objective of this paper is to facilitate an understanding of multinational corporate restructuring processes, and particularly the link between corporate and subsidiary restructuring. In order to achieve this, Cases 1 -3 are presented to illustrate the influences on and the nature and interrelated characteristics of restructuring at corporate and subsidiary levels. While not the major focus of this paper, the mediating effects of subsidiary level / host country influences on affiliate restructuring are apparent in the company cases. In Case 2 and especially Case 3, the Scottish plant managers had a degree of freedom of manoeuvre which has been removed, with more centralized control being one feature of the restruc turing. On the other hand, the competences of both of these subsidiaries and their long history has worked in their favour. Case 3 is interesting because the general manager has been promoted to take a wider group role in the manufacturing and supply chain area; but the Scottish plant has seen its status downgraded and his responsibilities within Scotland have been reduced. With Case 1, a record of strong performance, an entrepreneurial general manager and the broad-based managerial team have benefited the facility. Recognising the dynamics of innovation and global restructuring, this company has been alert to opportunities and effectively promoted a number of subsidiary initiatives. But this has been facilitated by the fact that the restructuring programme has been less ubiquitous than in the other two cases where corporate influence has been overwhelming.
Discussion and Conclusions
This paper has focused upon restructuring generated by corporate headquarters decisions, and represents an interesting counterbalance to much of the previous work on MNC subsidiaries which has emphasised subsidiary initiative and development. It extends the literature on subsidiary divestment by exploring the underlying drivers and processes; and also shows that restructuring has many interrelated facets and is not restricted to divestment or relocation. Restructuring has been quite widespread during the period under consideration, which reflects the importance of globalization and the IT revolution, because the macro environment globally has been very benign.
Despite the diversity of experience in the sample MNCs, an issue which is common to many firms (and to all 3 case companies) is in fact production relocation. The sample, of course, comprises manufacturing facilities, but the plants are also operating in increasingly mature, commodity-like sectors (one feature of the global knowledge economy). They are thus S -good firms in Gray's (1998) terms, and subject to relocation pressures on the basis of substantial cost differentials between locations (as well as strong market growth in emerging markets). Extending Gray's model, the narrow value chain in most enterprises means that there are few internal factors to support locational 'stickiness' (Markusen, 1996) . And externally, there were few if any illustrations of innovative regional clusters which might encourage spatial immobility. Thus there was evidence of a reduced association with 'place'. Replying to a question on the technological and R&D impacts on the plant on Scotland, one company replied: 'I don't think of it in these terms -we are part of a global business, serving global customers -we happen to be based in Scotland'.
The findings have important implications for different levels of policy. Historically the policy stanc e at UK host country level has involved maximizing investment flows not investment quality, and policy has failed to support foreign-owned plants by investment in complementary assets (Hood 13 and Young, 1997) . These policy choices are in part responsible for the incidence of restructuring observed in the sample firms. For the future in fact Scotland (and other UK regions) are unlikely to be competitive for volume production and assembly operations. The mantra of 'moving up the value chain' needs to be converted into policy action. This will require radical changes in, for example, incentive policies and, very obviously, in investment in infrastructure and other public goods.
At the regional (EU) and multilateral levels, there clearly are significant policy concerns about production switching and divestment which could be particularly problematic in a period of global recession (and might be associated with 'divide and rule' practices as alleged by Peoples and Sugden, 2000) . But this paper has shown that a polic y focus on divestment per se would be inadequate when restructuring has many forms. In reality, the onus is on the MNCs themselves to develop 'internal programmes… and management systems that underpin their commitment to good corporate citizenship, good practices and good business and employee conduct ' (OECD, 2000) . 3. There is an extensive literature on regional clusters (Porter, 1990; Enright, 1999) ; and associated concepts such as technology districts (Storper, 1995) , innovation networks (Cooke and Morgan, 1994) , and innovative milieux (Aydalot and Keeble, 1988) . and Peters, Hood and Young (2000) provide illustrations of the cluster concept in the Scottish software and semiconductor industries. But the literature on FDI in Scotland in general has shown very clearly that Scotland has primarily been a volume, low-cost assembly / manufacturing base for MNCs;
and the study on Inward Investment Benefits to the Scottish Economy, from which the material in this paper was derived, confirmed this conclusion.
Inward Investment Benefits for the Scottish Economy, An evaluation report for Scottish
Enterprise, Locate in Scotland and the Scottish Executive, January 2000.
5. In this company, the manufacturing manager was part of the global corporate manufacturing team, and hence the benchmarking initiative is legitimately included as part of 'corporate headquarters decision-making'.
Figure 1 The Global Knowledge Economy and Characteristics of MNC Corporate Restructuring
Changing locations New subsidiary mission 1 R&D Centre replacing assembly.
Structures and management
Structures, responsibilities and reporting lines 4 Establishment of global/European matrix structure. Re-organization of matrix.
Changing UK structure and reporting lines.
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Processes and practices
Benchmarking 11 Primarily manufacturing benchmarking.
Intra -group project bidding 8 Number and locations of competitor plants vary. ? Strategy to maximize economies of scale in developed countries and exploit low labour costs in emerging markets (Korea, China and India, the former two of which were established by Scottish subsidiary management).
Subsidiary boundaries
Corporate restructuring
? Recency of corporate spin-off has meant emphasis to date on reorganization of structure, management and reporting lines. ? Limited number of job losses to reduce cost base.
Subsidiary restructuring in Scotland
? New matrix structure means wider European manufacturing and supply chain responsibilities for general manager in Scotland; but loss of authority for R&D and marketing in Scotland. ? Change from profit centre to cost centre.
? Management control over Korea, China and Indian ventures removed from Scotland to HQ; but management, technical and engineering support still provided.
Subsidiary management strategy
? Short/medium-term future of facility secured, with establishment of new plant in late 1990s. Facility is largest in the world for the product area, and was won in direct competition with the company's US subsidiary. Since Asian operations manufacture similar products, they represent a longer-term threat. ? Strengthen leadership role of Scottish operation in its produc t area, but problematic because of changing managerial and organizational arrangements. 
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